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March,  1979 


Mr.  Roger  Boas 

Chief  Administrative  Officer 

City  and  County  of  San  Francisco 

City  Hall,  Room  289 

San  Francisco,  California  94102 

Dear  Mr.  Boas: 


We  are  pleased  to  submit  the  Executive  Summary  of  the  Management 


Review  of  the  Department  of  Public  Works.  In  addition  to  this  document,  we  have 
provided  you  with  a Project  Notebook  containing  our  detailed  findings  and 
recommendations  for  each  Public  Works  bureau,  and  for  the  Wastewater 
Management  Project  and  the  George  R.  Moscone  Convention  Center. 


The  recommendations  described  in  this  report  have  been  reviewed  and 


agreed  to  by  the  Director  of  Public  Works,  and  his  staff.  The  recommendations, 
once  implemented,  should  provide  the  City  with  an  annual  net  benefit  of 
approximately  $6.7  million.  Due  to  the  significant  cooperation  of  Department 
personnel,  all  of  the  recommendations  have  either  been  implemented  or  are  cur- 
rently in  the  process  of  being  tested  and  implemented. 


In  order  to  improve  the  long  term  efficiency  and  effectiveness  of  the 


Department,  it  is  vital  that  the  organization  be  strengthened  and  that  management 
systems  be  improved.  Accordingly,  we  have  recommended  that  the  City  reinvest 
$280,000  of  the  annual  benefit  by  hiring  deputy  directors  to  manage  each  of  the 
three  major  functional  areas  of  the  Department  and  by  expanding  Department 
planning,  information  reporting  and  management  development. 


The  financial  data  presented  in  this  report  and  in  the  Project  Notebook 


was  gathered  from  the  internal  records  of  the  Department  of  Public  Works,  and  was 
not  audited  by  us.  Therefore,  we  are  unable  to  express  an  opinion  as  to  the  validity 
of  such  financial  data.  In  some  instances  the  data  was  used  to  project  future 
operating  savings.  Because  projections  were  based  on  assumptions  about 
circumstances  and  events  that  have  not  taken  place,  they  are  subject  to  future 
variations.  While  we  believe  the  underlying  assumptions  are  reasonable,  circum- 
stances may  change.  The  projections  should  be  evaluated  in  light  of  the  circum- 
stances then  prevailing. 


This  project  could  not  have  been  completed  without  the  cooperation  of 

“irfi  vi  rfua  I c in  the  n..Li'  \y/ — i 4.1 c ■ t rr 


numerous  individuals  in  the  Department  of  Public  Works,  the  Special  Projects  staff, 
the  CAO's  staff,  and  throughout  the  City.  We  acknowledge  and  appreciate  their 
assistance. 

Should  you  have  further  questions  regarding  our  recommendations, 
please  do  not  hesitate  to  contact  us. 


ALCOA  BUILDING  - SUITE  1900  - ONE  MARITIME  PLAZA  - SAN  FRANCISCO,  CALIFORNIA  94111  - (415)  781-9570  - TELEX  034374 


Very  truly  yours. 


' 


' 





Touche  Foss &Gx 


TABLE  OF  CONTENTS 


Page 

INTRODUCTION 

Project  Background  and  Approach 1 

Description  of  the  Department  of  Public  Works 3 

RECOMM  ENDATIONS 

Department  Organization,  Planning  and  Control 7 

Bureau  Operations 10 

SUMMARY  OF  BENEFITS 

Introduction 14 

Implementation  Timing 15 

Application  of  Benefits  16 

Reinvestment  of  the  Benefit 16 

Cost  Reduction 16 

EXHIBITS 

I Current  Organization  17 

II  Sources  and  Uses  of  Budgeted  Funds 18 

III  Summary  of  Department  Personnel 19 

IV  Proposed  Organization  20 

V Personnel  and  Financial  Impact  of  Recommendations 21 

VI  Implementation  Schedule 22 

VII  Estimated  Benefits  and  Expenditures 

through  the  1981-82  Fiscal  Year 23 

VIII  Funds  Impacted  by  Operating  Improvements 2k 


Touche  Boss  &Gx 


INTRODUCTION 


PROJECT  BACKGROUND  AND  APPROACH 

The  Department  of  Public  Works  is  one  of  the  largest  departments  in 
the  City  and  County  of  San  Francisco.  With  a $36  million  annual  budget  it  is  the 
second  largest  department  under  the  jurisdiction  of  the  Chief  Administrative 
Officer.  The  Department  is  in  daily  contact  with  the  public,  visitors  to  the  City 
and  other  departments  and  agencies  as  it  performs  such  vital  services  as  street 
cleaning,  street  repair  and  building  maintenance. 

Because  of  its  size  and  visability  the  Department's  ability  to  provide  its 
services  efficiently  and  effectively  has  been  increasingly  questioned  in  recent 
years.  To  answer  these  questions,  the  CAO  commissioned  and  the  Board  of  Sup- 
ervisors approved  an  in-depth  review  of  the  organization  and  operation  of  the 
Department  of  Public  Works.  The  review  was  designed  to  assess  the  overall  effi- 
ciency and  effectiveness  of  the  Department.  Specific  questions  to  be  addressed 
were: 

• Does  the  Department's  organization  provide  for  adequate 
planning  and  control  of  bureau  operations? 

• Does  the  Department  have  adequate  financial  and  operating 
information  and  controls? 

• Do  Department  managers  have  the  necessary  training  and 
background  to  function  effectively? 

• Is  communication  with  other  City  agencies  and  the  public 
adequate? 

• Are  current  bureau  operations  cost  effective? 

In  April,  1978,  Touche  Ross  <5c  Co.  was  selected  to  conduct  the  review. 
The  consulting  project  team  reported  directly  to  the  CAO  and  frequent  meetings 
were  held  throughout  the  course  of  the  project  to  brief  him  on  the  findings  and 
recommendations  as  they  were  developed.  In  addition,  the  project  team  met 
periodically  with  a Steering  Committee  composed  of  key  participants  in  the  study. 
The  Steering  Committee  was  used  to  review  progress  and  make  revisions  to  recom- 
mendations or  implementation  plans  to  reflect  constraints  such  as  Charter  or 
budget  limitations. 
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FIGURE  Is  PROJECT  ORGANIZATION 


The  project  team  spent  the  first  half  of  the  project  (approximately  one 
and  one-half  man-years)  interviewing  bureau  managers  and  field  personnel, 
observing  operations  and  reviewing  operating  reports  and  other  available  docu- 
mentation. When  potential  problems  were  identified  as  a result  of  this  review  and 
analysis,  the  project  consultants  worked  with  Department  personnel  to  develop 
solutions.  A high  degree  of  contact  with  Department  personnel  was  maintained 
throughout  this  phase  of  the  project  to  ensure  the  development  of  reasonable 
solutions  with  high  potential  for  subsequent  implementation. 

When  the  major  operating  problems  of  each  bureau  were  identified  and 
tentative  solutions  developed,  the  findings  were  reviewed  with  the  Project  Steering 
Committee.  A total  of  17  improvement  areas  were  selected  by  the  Steering 
Committee  for  further  analysis  and  implementation. 

The  areas  selected  for  improvement  were  further  analyzed,  pilot  tested 
where  feasible  and,  where  necessary,  refined.  Implementation  plans  were 
developed  for  each  area  specifying  major  implementation  steps,  proposed  time- 
frames  and  personnel  responsibilities.  These  plans  were  subsequently  reviewed  and 
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approved  by  the  bureaus  and  the  Steering  Committee  to  maximize  the  probability 
of  successful  implementation.  As  a result  of  this  approach  nine  of  the  17 
improvements  recommended  have  been  implemented  to  date.  Implementation  of 
the  remaining  recommendations  is  in  progress. 

After  reviewing  the  bureau  operations,  the  project  team  worked  with 
the  Director  and  the  Chief  Administrative  Officer  to  develop  improvements  in  the 
Department's  organization  and  management  structure.  These  improvements  will 
facilitate  the  implementation  of  the  operating  recommendations  and  contribute  to 
increasing  Department  effectiveness  in  the  long  term. 

All  detailed  findings,  recommendations  and  implementation  plans  were 
documented  and  included  in  the  Project  Notebook.  The  Notebook  is  being  used  as  a 
guide  by  the  Department  in  implementing  the  recommendations. 


DESCRIPTION  OF  THE  DEPARTMENT  OF  PUBLIC  WORKS 
Organization  and  Functions 

The  Department  consists  of  seven  bureaus,  each  reporting  to  the  Dir- 
ector. The  current  organization  chart  is  shown  in  Exhibit  I.  The  major  functions  of 
each  bureau  are  as  follows: 

• The  Bureau  of  Street  Repair  maintains  the  850  miles  of  City 
streets  and  adjacent  curbs,  repairs  street  structures  such  as 
center  islands  and  retaining  walls,  and  operates  the  three 
City  drawbridges. 

• The  Bureau  of  Street  Cleaning  and  Planting  sweeps  City 
streets,  cleans  certain  off-street  areas  and  maintains  land- 
scaping adjacent  to  City  streets  and  City-owned  buildings. 

• The  Bureau  of  Water  Pollution  Control  repairs  and  cleans 
the  approximately  900  miles  of  City  sewers,  maintains  and 
operates  the  three  City  treatment  plants  and  16  pumping 
stations  and  monitors  and  reports  on  sewage  discharge 
content. 

• The  Bureau  of  Building  Repair  maintains,  operates  or  cleans 
City  Hall,  the  Hall  of  Justice,  Laguna  Honda  Hospital,  the 
Civic  Auditorium  and  20  other  facilities.  The  bureau  also 
provides  maintenance  services  for  other  departments'  facili- 
ties through  interdepartmental  work  orders. 

• The  Bureau  of  Engineering  provides  project  design  and  in- 
spection services  to  other  departments  through  inter- 
departmental work  orders.  The  bureau  is  also  responsible 
for  traffic  planning  and  engineering. 

• The  Bureau  of  Building  Inspection  issues  permits,  checks 
plans  and  inspects  new  construction  and  renovations.  It  also 
inspects  existing  buildings  for  code  compliance. 
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• The  Bureau  of  Architecture  provides  project  design  and 
construction  services  for  new  and  existing  City  buildings. 

In  addition  to  these  bureaus,  an  administrative  function  provides  ac- 
counting and  personnel  services  to  the  Department.  This  function  reports  to  the 
Director  through  his  Assistant. 


Funding 


The  1978-79  Department  budget  is  $35.8  million.  Sources  and  uses  of 
funds  for  this  fiscal  year  are  illustrated  below: 


FIGURE  2:  SOURCES  AND  USES  OF  BUDGETED  FUNDS 


SOURCES 


USES 


Exhibit  II  provides  detailed  sources  and  uses  of  funds  for  each  bureau. 
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Personnel 


The  Department  has  a current  total  of  1,908  authorized  positions.  Of 
these,  funding  for  1,245  is  provided  through  the  Department's  budget,  400  are 
funded  by  other  departments  through  interdepartmental  work  orders  and  263  are 
funded  through  Federal  programs.  Over  85  percent  of  the  Department  budget  is  for 
personnel  services  making  the  Department  highly  labor  intensive.  Department 
personnel  are  generally  of  four  categories:  clerical,  laborer,  skilled  craft  and 
professional.  Exhibit  III  provides  an  analysis  of  the  authorized  positions  and  major 
skill  categories  for  each  bureau. 
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RECOMMENDATIONS 


This  section  presents  a brief  description  of  the  recommendations 
detailed  in  the  Project  Notebook.  The  first  group  of  recommendations  describes 
needed  improvements  in  the  Department  organization  and  internal  management 
systems  such  as  planning  and  information  reporting.  These  recommendations  should 
improve  Department  efficiency  and  effectiveness  in  the  long  run  as  well  as  ensure 
the  successful  implementation  of  the  recommended  operating  improvements.  The 
second  group  of  recommendations  concerns  bureau  operations.  These  recommenda- 
tions were  developed  to  improve  the  utilization  and  allocation  of  bureau  resources. 
The  recommendations  generally  involve  specific  operating  improvements  and  all 
but  one  should  be  implemented  by  December,  1979.  The  totai  net  annual  benefit  is 
estimated  to  be  $6,690,000.  The  Summary  of  Benefits  section  provides  an 
explanation  of  the  benefits  and  a timetable  for  implementation. 
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RECOMMENDATIONS:  DEPARTMENT  ORGANIZATION, 
PLANNING  AND  CONTROL 


PROVIDE  MANAGEMENT  ASSISTANCE  TO  THE  DIRECTOR 

(Exhibit  IV  depicts  the  recommended  organization  structure) 

• Appoint  a Deputy  Director  of  Operations  to  manage  the  Bureaus  of 
Street  Repair,  Street  Cleaning  and  Planting,  Water  Pollution  Control 
and  Building  Repair.  The  Deputy  Director  will  have  responsibility  for 
establishing  and  updating  major  operating  policies  and  goals,  optimizing 
the  efficiency  and  effectiveness  of  field  operations,  and  monitoring  the 
condition  of  the  City’s  physical  plant  including  streets,  sewers  and 
buildings. 

• Appoint  a Deputy  Director  of  Finance  and  Administration  to  manage 
Department  planning,  information  reporting,  personnel  and  accounting. 
The  Deputy  Director  will  be  responsible  for  developing,  implementing 
and  updating  Department-wide  planning  and  information  systems. 

• Appoint  the  City  Engineer  as  Deputy  Director  and  transfer  the  responsi- 
bility for  the  bureaus  of  Architecture  and  Building  Inspection  to  him. 
The  City  Engineer's  responsibilities  will  thus  be  expanded  to  include  all 
Department  project  design  and  inspection  activities. 

The  reorganization  will  require  an  additional  expenditure  of  approxi- 
mately $100,000  annually  and  should  produce  the  following  major  benefits: 

• The  Department's  management  team  will  be  significantly  strengthened. 

• The  Department  will  be  able  to  devote  increased  attention  to  such  key 
areas  as  planning,  budgeting  and  operational  efficiency. 

• The  new  Deputy  Directors  will  improve  the  Department's  ability  to 
successfully  implement  the  $6.7  million  in  operating  improvements. 


CENTRALIZE  AND  EXPAND  DEPARTMENT 
INFORMATION  REPORTING 

• Centralize  Department  reporting  under  the  new  Deputy  Director  of 
Finance  and  Administration.  Staff  this  new  group  by  transferring 
existing  reporting  personnel  from  the  Administration  Division  of  Engi- 
neering, and  the  Bureau  of  Accounts. 

• Add  two  lead  analyst  positions  to  manage  the  reporting  function.  One 
analyst  will  be  responsible  for  developing,  implementing  and  maintain- 
ing the  new  Department  information  system.  The  second  analyst  will  be 
responsible  for  developing  operating  standards  or  goals  and  reporting 
actual  performance  against  standard. 
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The  two  new  analyst  positions  will  cost  approximately  $80,000  annually 
and  will  produce  the  following  major  benefits: 

• The  Director  and  the  Chief  Administrative  Officer  will  receive  routine, 
analytical  and  statistical  reports  to  assist  them  in  monitoring,  directing 
and  controlling  Department  operations. 

• New  reports  will  be  available  to  enable  Department  managers  to  moni- 
tor work  quality  and  cost.  This  information  will  assist  management  in 
comparing  the  efficiency  and  effectiveness  of  City  services  to  private 
contractors  and  other  municipalities. 

• New  reports  comparing  output  and  cost  against  standards  will  assist 
bureau  managers  and  the  new  Deputy  Directors  in  controlling  operations 
and  reducing  operating  costs. 


CENTRALIZE  AND  EXPAND  DEPARTMENT  PLANNING 

• Centralize  Department  planning  and  budgeting  under  the  new  Deputy 
Director  of  Finance  and  Administration.  Staff  this  function  with  the 
existing  budget  personnel  from  each  bureau  and  with  the  planning 
personnel  within  Engineering. 

• Add  two  lead  analyst  positions  to  manage  the  planning  and  budgeting 
group.  One  analyst  will  be  responsible  for  working  with  each  bureau  to 
develop  the  annual  budget.  The  second  analyst  will  be  responsible  for 
other  planning  programs  such  as  capital  improvements  and  preventative 
maintenance  planning. 

The  estimated  annual  cost  of  maintaining  the  new  analyst  positions  is 
$80,000  and  will  produce  the  following  major  benefits: 

• Department  resources  can  be  more  efficiently  distributed  by  comparing 
the  relative  merits  of  bureau  programs. 

• Capital  replacement  and  emergency  maintenance  costs  can  be  mini- 
mized in  the  long  run  through  the  development  of  preventative  main- 
tenance programs. 

• Operating  costs  can  be  minimized  in  the  long  run  by  planning  for  the 
most  appropriate  mix  of  personnel,  equipment  and  material  resources. 
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CENTRALIZE  THE  DEPARTMENT  PUBLIC  LIAISON  FUNCTION 

• Transfer  Department  public  liaison  resources  and  activities  to  the 
Assistant  to  the  Director. 

• Channel  all  public  inquiries  and  complaints  through  the  centralized 
liaison  function. 

Implementation  of  these  changes  should  not  result  in  any  significant 
additional  costs  and  should  produce  the  following  benefits: 

• The  public,  when  dealing  with  the  Department,  will  receive  faster,  more 
consistent  service. 

• Bureau  operations  will  be  less  disrupted  as  a result  of  fewer  direct 
contacts  with  the  public. 

• The  Director  and  the  CAO  will  be  able  to  monitor  citizen  and  other  user 
reaction  to  Department  services. 


INCREASE  EMPHASIS  ON  MANAGEMENT 
DEVELOPMENT  IN  THE  DEPARTMENT 

• Strengthen  managerial  training.  Provide  existing  managers  with 
counselling  and  training  to  upgrade  their  present  skills.  Provide  newly 
promoted  managers  with  training  in  basic  management  techniques. 

• Open  hiring  to  outside  candidates  to  increase  the  infusion  of  manage- 
ment talent  and  experience  into  the  Department. 

The  annual  cost  of  the  training  program  will  be  approximately  $20,000. 
Benefits  of  this  program  should  include  the  following: 

• Existing  managers  will  have  significantly  improved  management  skills 
as  a result  of  training. 

• The  infusion  of  management  talent  into  the  Department  will  be  in- 
creased by  encouraging  and  counselling  strong  internal  candidates  and 
opening  hiring  to  candidates  outside  of  the  City. 

• Newly  promoted  candidates  will  be  better  able  to  shift  their  focus  from 
short-term  supervisory  issues  to  longer-term  management  requirements. 
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RECOMMENDATIONS:  BUREAU  OPERATIONS 


MECHANIZE  STREET  SWEEPING  CITY  WIDE 

Implementation  of  these  recommendations  should  produce  a net  annual 
benefit  to  the  City  of  $1,700,000  beginning  in  1981-82. 

• Replace  costly  manual  sweeping  with  a mechanical  sweeping  program 

by  the  end  of  the  1981-82  Fiscal  Year. 

Establish  controlled  parking  routes  for  high  density  areas  and 
obtain  public  and  Board  approval. 

Establish  evening  and  weekend  mechanical  sweeping  routes  for 
high  density  areas  to  supplement  the  controlled  parking  program. 

Establish  noncontrolled  daily  routes  for  low  density  areas  with  few 
parked  cars. 

• Reorganize  the  manual  sweeping  program. 

Reduce  111  positions  as  mechanical  sweeping  is  implemented. 

Increase  field  supervision  over  the  remaining  personnel  to  increase 
their  effectiveness. 

Reschedule  the  remaining  personnel  to  cover  areas  where  mech- 
anical sweeping  is  not  practical  and  to  supplement  mechanical 
sweeping  in  high  density  areas. 

The  controlled  parking  program,  in  addition  to  reducing  the  cost  of 
street  cleaning,  should  improve  street  cleanliness  by  reducing  the  number  of  parked 
cars,  thus  enabling  the  mechanical  sweepers  to  more  effectively  clean  adjacent  to 
the  curb.  To  date  the  Department  has  implemented  four  controlled  parking  routes 
all  of  which  have  received  a high  level  of  support  and  acceptance  by  the  public. 

Implementation  of  this  program  will  require  purchasing  additional 
mechanical  sweeping  equipment,  purchasing  and  installing  parking  control  signs  and 
hiring  traffic  officers  to  enforce  the  new  parking  restrictions.  The  total  one-time 
investment  required  for  equipment  and  signs  is  approximately  $3  million  over  the 
next  three  years.  This  investment  should  be  offset  by  the  personnel  savings 
realized  from  the  mechanical  sweeping  program.  In  addition,  based  upon  the 
experience  of  the  four  controlled  parking  districts  implemented  to  date,  the  City 
should  realize  significant  revenue  from  enforcement  of  the  proposed  controlled 
parking  routes. 
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IMPROVE  SCHEDULING  OF  FIELD  CREWS 

These  crew  staffing  and  scheduling  recommendations  should  produce  a 
net  annual  benefit  to  the  City  of  $890,000  in  addition  to  improving  responsiveness 
to  hazardous  street  conditions. 

• Reduce  Street  Repair  staffing  by  24  positions  by  implementing  the 
following  procedures: 

Investigate  all  citizen  complaints  within  24  hours.  Hazards  should 
be  barricaded  and  the  appropriate  repair  crew  should  be  dis- 
patched to  the  site  as  soon  as  possible.  Legitimate  problems  not 
representing  hazards  should  be  scheduled  into  a backlog  for 
subsequent  repair. 

Replace  one  existing  large  crew  with  a small  crew  assigned 
exclusively  to  potholes  and  emergency  repairs. 

Schedule  the  remaining  large  crews  from  the  backlog  to  minimize 
travel  time  between  repair  sites. 

Reduce  crew  sizes  and  utilize  a central  pool  crew  for  replacing 
absentees. 

• Reduce  sewer  repair  staffing  by  21  positions  by  implementing  the 
following  scheduling  procedures: 

Schedule  the  crews  needed  for  each  repair  so  that  only  one  crew  is 
at  the  site  at  a given  time.  This  will  substantially  reduce  the 
waiting  time  of  each  crew  at  the  job  site. 

Instruct  crews  to  take  breaks  in  the  field  to  eliminate  travel  time 
to  and  from  the  Army  Street  Yard.  This  revision  is  consistent 
with  other  bureaus'  operations. 


STREAMLINE  STAFFING  PATTERNS  TO  REFLECT 
CURRENT  OPERATING  REQUIREMENTS 

Implementation  of  these  staffing  revisions  will  result  in  a total  esti- 
mated annual  benefit  to  the  City  of  $880,000. 

• Reduce  staffing  on  the  three  City  drawbridges  by  ten  positions  to 
reflect  low  utilization  of  the  bridges  on  the  evening  shifts  (as  few  as 
two  openings  per  month  each). 

• Reduce  sewage  treatment  plant  operating  staff  by  eight  positions  as  a 
result  of  recent  automation  efforts  and  the  discontinuation  of  one 
facility. 
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• Reduce  City  Hall  switchboard  staff  by  four  positions  because  of  the  low 
demand  for  call  transfers  on  evenings  and  weekends. 

• Reduce  personnel  administration  staff  by  three  positions  as  a result  of 
recent  automation  of  part  of  the  payroll  system. 

• Reduce  the  building  maintenance  staff  by  six  positions  by  pooling  craft 
personnel  in  order  to  minimize  non-productive  time  at  each  building 
location. 

• Reduce  the  five  Engineering  construction  inspection  positions  associ- 
ated with  the  Wastewater  Project  to  avoid  duplication  with  Sanitary 
Engineering  and  the  outside  construction  management  firm. 

• Reduce  the  building  inspection  staff  by  two  positions  by  eliminating 
duplicate  preinspections  on  certain  alterations. 

• Replace  specialized  inspectors  with  general,  combined  inspectors,  to 
reduce  the  number  of  duplicate  preinspector  inspections.  This  will 
reduce  seven  building  inspection  positions. 


CONTRACT  SERVICES  WHERE  ECONOMICALLY  FEASIBLE 

Initial  bid  estimates  indicate  that  the  City  could  save  approximately 
$670,000  annually  by  contracting  these  services  to  private  firms. 

• Replace  70  Building  Repair  janitors  located  at  City  Hall,  the  Hall  of 
Justice  and  other  City  buildings  with  a private  contracting  firm. 

• Replace  12  traffic  painters  in  Engineering  with  a private  contracting 
firm.  Retain  three  of  the  existing  painters  for  miscellaneous  painting 
work  currently  performed  by  the  painters  during  the  winter  months. 


RECOVER  THE  FULL  COST  OF  SERVICES 
PROVIDED  BY  THE  DEPARTMENT 

The  City  should  receive  approximately  $2,245,000  in  additional  revenue 
annually  by  updating  these  rates. 

• Update  building  permit  fees  to  reflect  the  true  costs  of  inspections  and 
plan  checking. 

• Update  the  direct  labor  and  overhead  rates  utilized  by  the  Bureau  of 
Accounts  for  billing  other  organizations  such  as  the  State  and  Federal 
government  for  services  provided  by  the  Department. 
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REASSIGN  CLERICAL  WORK  TO  MORE 
COST  EFFECTIVE  PERSONNEL 

These  recommendations  should  produce  a net  annual  benefit  of 

$305,000. 

• Assign  clerks  in  the  Division  of  Apartment  and  Hotel  Inspections  within 
Building  Inspection  to  do  paperwork  currently  done  by  inspectors. 

• Assign  Building  Inspection  clerks  to  assist  in  scheduling,  answering 
routine  inquiries  and  completing  forms  currently  done  by  inspectors. 
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SUMMARY  OF  BENEFITS 


INTRODUCTION 

Implementation  of  the  recommendations  should  yield  a total  annual 
benefit  to  the  City  of  approximately  $6,690,000.  This  benefit  consists  of  increases 
in  revenue  ($2,245,000)  and  reduction  in  operating  costs  ($4,445,000).  The 
operating  improvement  benefits  are  summarized  below: 


FIGURE  3:  SUMMARY  OF  OPERATING  IMPROVEMENTS 


The  personnel  and  financial  impact  of  each  recommendation  are 


included  in  Exhibit  V. 
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IMPLEMENTATION  TIMING 

Implementation  plans  for  each  operating  recommendation  have  been 
prepared  and  approved  by  the  Director  and  appropriate  bureau  personnel.  Each 
plan  includes  specific  action  steps,  proposed  timeframes  and  the  individuals  respon- 
sible for  executing  each  step.  Copies  of  the  implementation  plans  are  included  in 
the  Project  Notebook. 

The  implementation  status  and  proposed  completion  date  for  each 
recommendation  are  included  in  Exhibit  VI.  The  Department  has  initiated  the 
implementation  of  each  recommendation  and  to  date  nine  of  the  17  have  been 
completed. 


With  the  exception  of  the  mechanical  sweeping  conversion,  all  of  the 
recommendations  should  be  implemented  by  December,  1979.  Because  of  the  time 
required  for  designating  and  installing  controlled  parking  routes,  the  mechanical 
sweeping  conversion  is  scheduled  for  completion  by  3une  of  1981.  Therefore,  the 
$6.7  million  annual  benefit  will  be  fully  realized  in  the  1981-82  fiscal  year.  The 
growth  in  net  annual  benefits  over  the  next  four  years  is  depicted  below  and 
detailed  in  Exhibit  VII. 


FIGURE  4:  NET  ANNUAL  BENEFIT  GROWTH 
THROUGH  1981-82 


$1.3 

Million 


$6.7 


1978-79 
Fiscal  Year 


1979-80 
Fiscal  Year 


1980-81 
Fiscal  Year 


1981-82 

and 

Subsequent 
Fiscal  Years 


The  cumulative  benefit  to  be  achieved  over  this  four-year  period 
(through  Fiscal  1981-82)  is  approximately  $18.3  million.  This  benefit  is  net  of  all 
estimated  expenditures  required  to  implement  and  maintain  the  recommended 
operating  improvements. 
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APPLICATION  OF  BENEFITS 

Of  the  $6.7  million  annual  benefit,  $2.2  million  consists  of  additional 
revenue  available  to  the  General  Fund.  The  remaining  $4.5  million  represents 
current  Road  Fund,  General  Fund,  and  Sewer  Service  Fund  expenditures  that  can  be 
reinvested  in  other  areas  of  the  Department  or  taken  as  a cost  reduction.  Each  of 
these  alternatives  is  discussed  below.  Exhibit  VIII  describes  the  revenue  and 
expenditure  impact  by  fund  for  each  of  the  recommendations. 

Reinvestment  of  the  Benefit 

Department  Reorganization 

The  reorganization  and  management  systems  improvement  recommendations 
described  in  the  previous  section  will  require  an  annual  expenditure  of 
$280,000.  Implementation  of  these  recommendations  is  vital  for  the 
effective  management  and  control  of  Department  operations.  Because  the 
timely  implementation  of  the  operating  recommendations  depends  on  the 
reorganization,  the  funds  should  be  appropriated  as  soon  as  possible. 

Maintenance  of  the  City's  Physical  Plant 

The  Department  is  responsible  for  maintaining  the  City’s  physical  plant 
including  streets,  sewers  and  buildings.  The  total  replacement  value  of  these 
assets  is  several  billion  dollars.  Because  of  the  current  lack  of  centralized 
planning  and  information,  the  Department  does  not  know  the  true  condition  of 
these  assets.  This  information  is  critical  if  the  long-term  maintenance  and 
replacement  requirements  are  to  be  understood  and  minimized  through  such 
programs  as  preventative  maintenance. 

The  Director  has  initiated  a program  to  assess  the  street  and  sewer  system 
utilizing  personnel  made  available  as  a result  of  implementing  the  Street 
Repair  and  Sewer  Repair  recommendations.  At  the  conclusion  of  the  program 
the  Director  and  Deputy  Director  of  Operations  should  develop  a repair  and 
replacement  program.  Where  specific  needs  can  be  identified  and  justified,  it 
may  be  appropriate  to  utilize  a portion  of  the  annual  benefits  to  increase  the 
existing  repair  and  replacement  programs.  The  Management  Review  did  not 
specifically  address  the  degree  to  which  the  City  must  maintain  and  replace 
these  assets.  However,  the  lack  of  documentation  in  this  area  indiciates  a 
strong  need  for  a formal  assessment.  Until  the  assessment  is  completed,  the 
CAO  should  reserve  some  of  the  benefits  for  potential  capital  improvements. 

Cost  Reduction 

That  portion  of  the  benefit  not  utilized  to  reorganize  the  Department  or 
increase  physical  plant  maintenance  can  be  utilized  in  the  form  of  a cost  reduction. 
Because  all  of  the  recommendations  for  improvement  involve  personnel  reductions, 
cost  reduction  would  involve  eliminating  current  positions.  In  some  cases  it  may  be 
feasible  to  achieve  this  reduction  by  transferring  personnel  to  vacant  positions  in 
other  departments.  In  other  cases,  personnel  lay-offs  may  be  required  to  achieve 
immediate  savings.  The  City  may  also  elect  to  allow  attrition  to  reduce  the 
additional  personnel  in  lieu  of  lay-off,  however,  this  will  substantially  delay 
realization  of  the  savings. 
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DEPARTMENT  OF  PUBLIC  WORKS 
CURRENT  ORGANIZATION 
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EXHIBIT  I 


SOURCES  AND  USES  OF  BUDGETED  FUNDS 
(000's) 


Touche  Ross  & Co. 


EXHIBIT  II 
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Due  to  recent  budget  reductions  several  of  the  bureaus  do  not  have  funding  for  all  authorized  positions. 


Touche  Boss &Co. 
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EXHIBIT  IV 
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EXHIBIT  V 


PERSONNEL  AND  FINANCIAL  IMPACT 
OF  RECOMMENDATIONS 


Financial  Impact  (000's)1 


Personnel  Increase  in  Operating 

RECOMMENDATION  Impact  Revenue  Improvements  Total 


Streamline  Staffing 

Drawbridges  10 

Treatment  Plants  8 

City  Hall  Switchboard  4 

Personnel  Administration  3 

Building  Maintenance  6 

Engineering  Construction 
Management  5 

Building  Pre-inspections  2 

Building  Inspections 

Improve  Crew  Scheduling 

Street  Repair  24 

Sewer  Repair  21 

Mechanize  Street  Cleaning  111 


Reassign  Workload 

Apartment  and  Hotel 
Inspection 

Building  Inspection 

Contract  Work  Outside 

Janitorial  Services  70 

Traffic  Painting  12 

Increase  Rates  to  Cover 
Costs 

Building  Permits 

Bureau  of  Accounts  - 

Total  283 

*Net  of  any  expenditures  required 


$ - 

$ 200 

$ 200 

- 

175 

175 

- 

50 

50 

- 

40 

40 

- 

125 

125 

- 

30 

30 

- 

60 

60 

- 

200 

200 

_ 

480 

480 

- 

410 

410 

_ 

1,700 

1,700 

- 

140 

140 

- 

165 

165 

- 

450 

450 

_ 

220 

220 

2,220 

- 

2,220 

25 

25 

?2,245 

$4,445 

$6,690 
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EXHIBIT  VI 


IMPLEMENTATION  SCHEDULE 


RECOMMENDATION 

Streamline  Staffing 

Drawbridges 
Treatment  Plants* 

City  Hall  Switchboard* 

Personnel  Admini- 
stration* 

Building  Maintenance* 

Engineering  Construc- 
tion Management* 

Building  Pre- 
inspections 

Building  Inspections 

Improve  Crew  Scheduling 

Street  Repair* 

Sewer  Repair* 

Mechanize  Street  Cleaning 

Reassign  Workload 

Apartment  and  Hotel 
Inspections 

Building  Inspection 

Contract  Work  Outside 

Janitorial  Services 
Traffic  Painting 

Increase  Rates  to 
Cover  Costs 

Building  Permits* 
Bureau  of  Accounts* 


Mar  Apr  May  Jun  Jul  Aug  Sep  Oct  Nov  Dec 


•Completed  as  of  3/1/79 
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ESTIMATED  BENEFITS  AND  EXPENDITURES 
THROUGH  THE  1981-82  FISCAL  YEAR 
(000's) 
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Net  Benefits  $1  ,275  $4,403  $5,940  $6,690 
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EXHIBIT  VIII 


FUNDS  IMPACTED  BY 
OPERATING  IMPROVEMENTS 
(000's) 


RECOMMENDATION 

General 

Road 

Sewer  Service 

Total 

Revenue  Increase* 

$2,245 

$ - 

$ - 

$2,245 

Streamline  Staffing 

Drawbridges 

- 

200 

- 

200 

Treatment  Plants 

- 

- 

175 

175 

City  Hall  Switchboard 

50 

- 

- 

50 

Personnel  Administration 

40 

- 

- 

40 

Building  Maintenance 

125 

- 

- 

125 

Engineering  Construction 

Management 

- 

- 

30 

30 

Building  Pre-inspections 

60 

- 

- 

60 

Building  Inspections 

200 

** 

- 

200 

Improve  Crew  Scheduling 

Street  Repair 

- 

480 

- 

480 

Sewer  Repair 

- 

- 

410 

410 

Mechanize  Street  Cleaning 

- 

1,700 

- 

1,700 

Reassign  Workload 

Apartment  and  Hotel  Inspections 

140 

- 

- 

140 

Building  Inspection 

165 

- 

- 

165 

Contract  Work  Outside 

Janitorial  Services 

450 

- 

- 

450 

Traffic  Painting 

_ 

220 

- 

220 

Total 

$3,475 

$2,600 

$615 

$6,690 

Permit  fees  and  Bureau  of  Accounts  charges 
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